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ABSTRACT 

Redesigning the education system to prepare citizens 
for the 21st century is a monumental chaaienge. To accomplish the 
30b, understanding and support must come from people in all parts of 
the education system and community. Building support and 
understanding among various groups of people requires effective 
communication strategies and skills. Nine elements are outlined to 
form a basic communications plan for restructuring. They are: setting 
objectives? planning strategies? building support? describing the 
restructuring message? disseminating materials? using the media; 
showing progress? anticipating and responding to criticism? and 
evaluating. A communications kit entitled "Communicating about 
Restructuring" containing "how to's" and ejcmples of successful 
communication tools and tactics is also described in this guide. 
(RR) 



^ Reproductions supplied by EDRS are tne best that can be made 
* from the original document* 



Restructuring the 
Education System 




COMMUNICATION 



CDUOfcnowAl RHSOUWXS iNfOWMSATW 



n ct>»iie»> 



mam CR3 not r>«»tt«*t«y t^0—^ olfcciai 



PERMrSSKM^ TO REfWDUCE THIS 
MATERIAL MAS BEEN GRANTED BY 



TO THE EDUCATKJNAL R^OWCES 
fNFORWM^TfON CENTER (ERICl*' 



2 



Education CommissioD of the States 



1. Whm is reamctmng? 

2. Does rtsirmmng cfmfff onh iwcWr^ and 
temmg? 

S. Whm differefwes wdl I see in a resfmmtd 

4. Are fewer sjrf^ifm in a resmicnutd 
schoai? 

5. Shoidd schools €0er fewer sid^n? 

6. Hm does the role cf ttacfery cfmge? 

7. Whm happens to exiracurricukw activifies 
md vocatiomd aiumim? 

& I>oes restrucming necesmUy nmm schad- 
based dedsitm making? 

9. Ihem't trying w ^ucme dl students mem 
ym're averboking the amu^ smdem mi 
ht^gb^dutlmgke^? 

to. WMlsche(^ need more nmeymd stt0? 

ll.Hi^cwiyimflQtifymyw(re(isein^k>ol 
. bm^tts? 

i2m Con yc^ prove re^wctitru^ unprove 
^tdem iu^evemem? 



Whv do we need a 
communication plan? 

Redesigning ihe educaUon sy^m to prpaiie cu- 
ii^ns to tte 2l« cenii^ is a nx^un^tai chal- 
Icflgc. ToaxrcmpliJih Aejob.umtesianding 
md suppcHi must come from p«^te in ail jans 
of educmtm ^y^lem and the omimuniiy. 

Building i^\x^;^ and umto^aamiing among 
%iurknts gixnips of people rcquines eflieciiw c<»n- 
mm^ion strategies and skills, il requires an 
undcrsiMKling ihai uw conrnmkaiion is a iwo- 
way fTOcess ~ a N^Ke of ik^iemng to wtei's 
impwiani lo oihcR and pre^ming your ideas in 
ways dial respond 10 iteiroweni!^ TTkomti- 
munkr^ioi smtfi^ far resin^tunng l!« cduca- 
iHMi system is nm a metlKxi to m»npute others. 
It is a ctMnmrnwrn to mamtam honwi, qpcn dia- 
logic ami (fclaie about what b^t meets individ- 
ual student i^s. 

It b^im with a communicaiKMi plan that 
grows out of thr following questknts: 

• WhM do people want stuctoils to know and he 
able to do? 

« Howcbweiatkabcnawhaswearcdi^ng? 

• How do we \ts\m to what mhcrs ate saying? 
« Wi& wtunn shwtd we be tilking and work^ 

ing? How do we gei^nue more supprat. b<nh 
in^mlly aiHi exten^y? 
« How do we antkij^te and respond to que;^^ 
iiOTs and concerns abcMit the ctonges we are 
m^ng? 

• Wl^t maierials j^hmiJd we pref^ to mform 
pec^ about cmr effcnts? 

• How do we best reach people to let! them 
about what we are ttoing? 

Getting Started 

Begir by sei^:ting a small commuaicairons 
team. Tte team couM include pet^le v; !k) ajne 
involved in tJ^ re^mctmng effwt and Imvc an 
in^re^ miHff expericiKe in communrcaikms. 

local public relations professional could be 
invited to sit cm the team ami provide pro bom 
consultation.) mc^ effective leam involves 
a diverse grcHip of participanls. such as a teacher* 
administrator and {wni for a «Aool team: 
school b<wd member, dtstr^t admtntsiraior. 
prmcipal and/or tether ami businessperson for a 
^ district \em. 

Communicating elfectivety about ne^nictur- 
ing begins wnh a th(»ou|it undmtamling of 
whai IS meant by '•restructunng" in your «c:hooi. 



di^rict or si^. Oice i^am n^mb»s <teline 
restructuring, tte team cfevclqs a commimtca- 
ticsts plan thai focu^ and coordinates all com- 
municatic^ etToits for maximum tmpact. 

A basic commumcanons plan f rcstniciunng 
c<^MSts of nine elements: 

h Objectives Wliat do w warn to accom- ' 
pHshV 

2» Stret^^ies — How will acannplish the 
irfsi^ciives? 

A Biiadl^ S»p|HHl — Which groufte do we 
(«ed to listen to and ^laie mfomiaiion w itfi 
about restructuring? 

4 TTie Message — What do we want to say 
abmit tl^ clmnges we are makuig at the 
school, district araJ state tevefe? 

5, Material — How w iH we gel the message 
tnit? 

6, Media— How do v^ talk abcmt restructure 
ing to the media? Can we get the media s 
help in cairymg d» lesirucnmng n^ssage? 

7, Showini; Prof(ress — How do we stow that 
restfuciuring wwks? 

S, AotkipatUif; and SenioiKitng to Crittcbm 

— How do we (teal with criticism? 

9. Evahtatiofl ~ How wiH we measuie success 
in accOTiphshing our objectives? 

By using a ccHnmimtcatim plan as a compass 
and ro^ map< restructurmg advocates can put 
mio action the strategies and t;Ktics that will 
reach key groups with clear messages dbmi 
ie^ructurmg, 

h Objectives 

Ob^rctives «j)ould spell out what you want to 
accoTTtphsh through communications to support 
the school di^mct or state's vision of teaching 
and teaming- Objectives mi^l include: "Tj 
increase j^unent involvement in tte school by 
255." On 'To enlist the support of school 
board memtiers a^ advwaies for the distnct 
restructuring elfom/' 



2. Strategies 

Strategies ck*cribc ihe ways to tcm^ tout 
t*jaiivc5. >Vlwivchkte5wHlccmimimicaieand 
wtai mcihods mil rmh tire pet^le ^ssppoa 
4^ mm IS needed? For example, one sirai^' xo 
n?^ tte tHisinD«» wmmuniiy mighi be lo piepare 
a vufei^ape lo he ^tmm selected individuai^ at 
mceiingsi oi k>cal Imsiness orgamzaiions, 

X Building Support 

Re3«n«:iunng an edionon syMem depends 
upon Mipport and jxiitici|«ttion from key gnnipji. 
Building supp«i bejuns by Hteniifying key indi- 
vidual and groups whose umtoianding am! 
j^wcacy IS viiai lo mrhievtng change in tte edu- 
caibnmicm. Tte5epc(^ebecofTW?)'Oin-nei- 
ut^riofjiupptHtersandmlvocaies, Foremrh 
gTOp ite commumcaircms i^am targels. a npe* 
ctfic sm^y mm\ be deveJqjed which outhnes: 

• The infonmijon wnponant lo ihat group 

• How heja !u communicaie wiih ihat graip 

• What, if any. material jihouW be developed tin 
the group 

To leam what \s imponani lo each group, 
tegin by LISTENING. Through strategies such 

focus grorps, poiling *uid surveying, ccmimu- 
miy forums and cMKHannme meetings, you w ill 
team what you need to kmw. The infonmlion 
ym \m logger (dte nnrssage) must be iaik»ed 
10 each group'* iipecific needs and interests. For 
tnstaiKe. to talk lo busii^peopte. you might 
want to describe the outcomes of re^iucturing in 
tenns of whm new and imjm)ved skills and abili- 
ties gratoatcs will bring to tiie workpl^. 

Groups toconsii^ targeting include thc^ 
inside mi outside the aiucstios) system. sm;h as 
sclwol bo»d members, teactei^ parents, stu- 
(tents, iegisbtors. ojmnmni v opimim teaders 
and btt«ness people, 

4^ The Message — 
Describing Restructuring 

Building suppon for resuudurmf ihe eduea- 
tion system requires (tescribing changes being 
made in tt^ schools and at the distiici and state 
levek in concrete, umfcf^tandable language, 
Thii means NO JARGON. While use ot **edu> 
calicM^*' is a logical shorthand for talking with 
colleagues, otl^ informed grcmps. h % a bar- 
rier to understandmg for those who do not work 
ineducaim 
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An effective «tescnfmtm of lesBWiuring 
beguis with a foci^ m ite results (tesiied fm stu- 
dents. Howaiei}K!ctmp»gomgtoinn»we 
Ntudeni learning? A list of "commonly s^ed 
qt^kms about re^ruciuring" and appmpnate 
answers 1^ helpful, t&eboxailcfu 

5. Materials — (Jetting 
the Message Out 

To rea:h key aisiieiKw effectively and ctTi- 
cicmly. th«^ respcK»ibte forammmnicaimg 
choose the commtmicaiKMi tools best ^tted for 
Ihe audi^KC and tte n^ssage. A r^mge of mate- 
nab can be consi^red. iitfhKling fact steet^ 
brochtues. newsletters, examples of restructuring 
schools i what will visitors to the school see that 
IS dilTerem?). letters, videtJ^ of cla?*room acuvi- 
ties and ike-lo-toeommimicaiion. 

6, The Media — A 
Special Audience 

Because the media tnewspapcrs. radio, lelevi- 
lion, magazines) reach brt^ audiences, ihey are 
vital to efforts to re^h large numbers ot people 
to explain ite why a-nl how of resmictimng. In 
j,«eneral. th^ m three c^^ponunities to wwk 
with the media: when ym bring a story idea oc 
{S5atc to ih^ when you contact the n^?dia to 
cover a specific ev ent mi when a reporter w jmu 
to do a ^uory about changes un^r way m the 
Hchools, 

Because a simple media ^^y is an impor- 
tant of resmKiiurmg efforts, jtni migta warn 
to use outside professtonai help. 

C(ms^ iiKhiding these elOT^ms m the media 
str^^: 

1. Develop a nwdia mailing list. 

2, Send news releases to announce evems. report 
on jTOgresfi and awiKKmce grants awarded to 
suppmt resnucf urmg efforts, 

X Invite indivWual report to i«:hools that mc 
re^cniring so il^y can see the changes and 
talk to te»:hcrs. students mid }wents. 

4* Ekvelop a simple fj^ sket that uses cte^ 
language and answers most commcMify as^ed 
questicm about chm^ under way, 

5. Ideniify and train those individuals who can 
verve ds spokespcople for the resinicturing 
effort and be call«l upon for mtemew^. 
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(Exmpifd firm ike proposed Afw Mesdo) com- 
m0m:atkms strmf^yfor rtmiamnj^i 

A, liknhfy gros^ ytm n^itf h> retKk devei- 
(^strmepesforrrachin^thtm. Amiifm^s 
thmdd inclmk, tmnmbe iimited lo. teach^ 
trs, mbniniwxitm^ u'knH iHHird mmifers, 
imwu^:^ represenmim. mrrfw, lepslators. 
goww'^ #cr, partm. c^ter mxpayers, 

B. Con:^r seninft up Mus groi^, 

Ttus is onr techni^piefor iisiemg so you 
w^mtaml nhai's in^rum to iwious mii* 
eKiSQnd%^ need to know. 
/. Ider^fy %ro^n to be hrouf{ht 

fageffter 
2.Seimfm:(litmors, 
S, Trmnfmimtm. 

4. Hold focus grmips. 

5 . Cmfnk what is tewned mo an easy 
w-use report. 

C Brmg mother ECS cmmssii^s to am- 
mm^te with tfwm obm restrmming. This 
bt^h exf^misi the circle ^ttmefcmiim' with 
your re:an^mring iffons ^ fmild a 
group cf ^d'pany advoca^s. 

D. HMe comact at a rmnmm, the follow^ 
mg$^orgatu2ations: New Memo 
A^m^e of Bttsmss, heal mtd sate cham- 
bm t^ctmmutrce. New Mexico ScAn^ 
Bomds Association, stmewide sdfot^ adrtun- 
i^ft^^* i^amzation. New Mexko PTA and 
New Mexico* s AFTandNEA agtUmes. 




A^uttheAmhm 

Arken Ar^arfier n iMmior of ammm- 
mmm £CS, B^ejainmg ECS. 

fmimrr aiui mn^caster. has kn$^ 
mnomi iurf load f^lic teimsim f^gnma 
md tekm^r^^s. cvmribmei to e mi- 

imb^ng a mm as writer wui^mtdper- 
fcmmr m m mmd-wimn$ progrm mrtd hy 

pwftnms; provided imeniewandmiSa 
rfbtims mmngfrn-mpomte ejcemfifwcs; md 
(k^gfwd md pvdsced election camtiief(^ 
brooik^md^imm^. 

Mtajmu L^U u a cvmmmicmms md 
f^dkyi^n5erf<»'ECSwd^ntson^boml 
of educmkm ^ ihe Utthm (Cotarado) hddk 
Schoab, a disrtrf eftSWO midemsptst 
(^l>€mr. »efi^f pining ECS, LeM was rfcr 
mcmger cf p^c rebmons and gowimmt 
^fairsforrimlm::sad^edmsUm,SI^^ 
kisfx^xrfm:emapr<>ikcerafui(uwk(^cfktr 
0wn cable ^Uenmm program andasafreekmce 
wriier )fer iww tim 20 p^Ikatms. 

m m m 
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Keeping the imtia mftrnt^ help individ- 
imlii rcpon fairly when appimrted In- iho« crii- 
ical of ihe resmKriurijig efftms. 

I Showing Progress — 
Measuring the Success 
of Restructuring 

Oik? of ihe firs! thmgii people ^ about 
resmiciunng is: "Does reon^turing wwkT' 
TTiose respcwwibk for cOTtjmmicaik^ abmit 
f^irucwrmg ai Ihe school disiricl iwe 
level mred evidence that changes^ mate in ihe 
echotK^ sysieni aie tevtng the desifed mp&c\. 
Pn^jess can be $bcm\ m ymms way^ iiKluding: 

• Impmveinem m tesi swes 

• Stahsitcs abcw! studenu^ siKrh ab dropom raies, 
aticsMJance, drop in disripluOTy adims 

• i^^Hkna] mfcmnamm from ushers, siudenb. 
^bnini^ors. pa^b 

8. Anticipating and 
Responding to Criticism 

P^ie who disapee philm^ically wnh 
resintciuringareenuiledloihefr(^mk)m $mw 
cnm inienucmally dision fact?, hwraifte ihc> 
want schools to reflecl Iheir vaiueK. noi ilK^e of 
ihemajoriiy. (Mhers however, sinqity lack suf- 
fjcieni intbrmatiOT to imdcr&iand rcstrmrturing 
and whai it meanv in terms of o%ti imeitjib 

Cmiciini i an ne minimi/cd b> communicai^ 
ing clearly, by keeping prople inlom^d and b> 
buiWing suppcm among key ;utdiem:es. Bill. An\ 
commimtcaiitms siralcjy should aknonJedj! * 
and mclude sieps lo \mn and respond lo criu- 
cismv und concerns that y^iW be exfwssed pen- 
odically. 

9. Evaluation 

Undend^ding tow eff«:nve cMtmumcaiicnis 
effons are and what cl^ge^i j^bould be m^c 
rtqunes evaluating sticcew; or failure ns you go 
^or example, lo evaluate a vutemape presemu 
tion lu a Nisinesx audim.^. pla^e a brief sufve> 
on iabks at the bastt^j^ meeting lo determine 
what Ihe audjcnce gc« out of the presentation 
they . If ycnt ve legisl^oiii materials, 
give them a jrfic^te call to ask whcil^r il^y have 
any quesntms: this wtU le!! you wheiherihey've 
read ttematenalx and find them helpful B\ 



reviewing the results of oanmtmications efforts 
arul regularly fu^-tuwng yt^ir methods and 
mrtnsis, y«i will be sure Urn your crnnmunica- 
x\m% oppto^h effectively buikis under«»ding 
abiHit and support for your restructunng cftorts 



For More Help 

A commonicaticwni kit. Communu auni: Ahtm! 
Rtssrucmring. and axompanymg workshop 
were ctevekH^ed by ECS ^f who have l»tad 
knowtedge of comtnunicaaksis iteory ami expe- 
riemre in c(mimunicaiJt»» }»actice. Tl« authors 
al&o provkte cOTinumrc^itms training people 
in «:hook dij^fkis, lOates and the communtues 
served by jtsmKriuring efToflJi. 

TTie kit ctmmins how-to's ami example^i of 
soiccessfulcommuntcaiiOT tools aid lacucs. The 
cjiamplcs aie drawn from lestrucniring schools. 
diSUiciK and stales acro^ the counir> . lite 
workshop i% tailored to e^h group oi panics 
jmnts and offers step-by-Mep tratning in plannmg 
and earning out a comniunications siiaiegj . 

Workdiq^ are Stable for hcbooh. districts 
Of state depanmenis of cducaiicm that want to 
jnovide in-depth communication traimng for 
%uiL coUeaguei* aml/t)r tls? community ai large 
To ootain further inltKmation abmn this ECS 
workshop aid kit . or general adv od the need 
to and wdxs to cornmunicaie. contact Marjwie 
Ije^kll or Arle«) Amsparger at ECS, W t7th 
Street, Suite 27CK). Dwver. Coloiado 80202. 
303^2<)9-36(Kl, 

To order a krt. send S2{^ plus $U\\ postage 
^d h^dimg to the ECS Distritnflion Center at 
the above address: W-l^mZ. 
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